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In the working environment, managers must incorporate a diverse set of skills to effectively manage different 
types of personalities which employees’ show on a daily basis. These skills assist managers in recognizing the needs 
and drives of employees as well as offer the suitable resources to satisfy those personal needs and provide 
stimulation. This research describes the key personality dimensions and personality theories that affect  
employee behaviours and suggests methodologies and solutions in dealing with them. In addition, practical  
guidelines for an overarching set of personality types are suggested to promote an efficient and productive working 
environment. 
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Introduction 
Personality is an internal trait or characteristic that 
every human being in the world embodies that 
specifically determines how people interact with 
situations and each other. These patterns of 
behaviours are subconsciously executed on a day-to-
day basis. With this in mind, personality plays a major 
role in the working environment as individuals with 
similar thought processes may be able to work with, 
communicate with, and understand other individuals 
with the same personality type.1 The successful 
management should understand how others function 
over them in the work environment.2 Management of 
employees and differences has influence in job 
satisfaction.3 People differences in all dimensions 
should create positive work environment especially 
when technology is considered.4 These differences 
come because everyone has a different personality. 
Understand the different behaviours and personalities 
for better management among these diverse 
personalities. Recognizing one’s own personality is 
equally important because it is hard to understand and 
relate to others if not understood. A research of 
personality types and how to manage them is relevant 
because individual's functioning is influenced by its 
individual relatedness to the world (i.e., extrovert or 
introvert), how individual realize information (i.e., 
intuition or sensing), assesses the environment (i.e., 
judging or perceiving), and lastly decisions making 
(i.e., thinking or feeling). 
The genetic factors and experience are important 
for shaping the personalities as addressed by modern 
science. The challenges now are to determine the 
forming factors to diverse personalities and how they 
are interrelated to other factors. Several traits are the 
elements for human personalities. People have 
proven fluctuating degree to traits, and that different 
combinations shape the personalities. The Big  
Five is the context that is supported by evidence  
to explain personality while number of hypotheses 
still undergoing.5 The Big Five categorizes the  
type of personality based on the revelation of  
the five factors: agreeableness, extroversion, 
conscientiousness, neuroticism, and openness to 
experience. 
 
 Extraversion — person behaviors that show degree 
of sociable, energetic, talkative, and assertive. 
 Agreeableness — person behaviors that show 
degree of good-natured, cooperative, trusting, 
sympathetic, kind, and affectionate.  
 Conscientiousness — degree that a person is 
organized, thorough, responsible, dependable, 
persistent, and achievement-oriented.  
 Neuroticism — person behaviors that show degree 
of tense, moody, anxious, and emotional.  
 Openness to Experience — person behaviors that 
show degree of open interests, artistically sensitive, 
imaginative, and insightful. 
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The objective of the study is to determine common 
personalities employees may portray and define 
management techniques supervisors may utilize to 
effectively manage them. A wide variety of 
personality types and theories are reviewed to then 
identify five personalities that felt most 
comprehensive in representing the range of 
personalities encountered within today’s working 
environment. More in-depth research to gather 
information on the aforementioned personalities are 
conducted and compiled to generate the research 
paper. The factors affect the employees are 
determined for healthy environment such as the 
selection of firefighters.6 
From the research, each personality is defined and 
how it would be exhibited in a corporate setting. The 
outline for strengths and weaknesses for each 
personality type is identified. In addition, the 
researcher also looked at another aspect of 
personalities: change. Personalities change as people 
age and as people’s environments change. 
Furthermore, there are several events that define each 
generation, which helps formulate the overall 
personalities and tendencies of each generation to 
further affect individual personalities. Finally, 
suggestions and techniques are included in the Results 
& Outcome section on how organizational leaders can 
manage the common personalities defined in this 
research paper. Several examples are provided of how 
managers are currently dealing with issues that arise 
due to clashing personalities, changes over time, and 
generational differences.  
Upon continued research, future goals include 
conducting interviews with the various levels of 
management in technical organizations. Past 
situations are reviewed that involved clashes in 
personality, as well as trends they see when dealing 
with people of different ages. Questions are prepared 
to show how they handled said situations and what 
techniques they have used and implemented in their 
workplace to allow all types of personalities and 
generational differences to coexist. The findings are 
discussed with experts in the field for their 




Definition of Personalities 
 
Risk-Taking Propensity 
There are two spectrums of risk-taking individuals. 
First are those individuals who prefer to “play it safe” 
are considered risk adverse and choose the 
alternatives that give low but certain returns. On the 
other end of the spectrum are those who are risk 
seekers or risk takers. They choose alternatives that 
may turn out either very well or very poor.  
 
Proactive Personality 
Individuals with proactive personality traits are 
highly valued by employers. Proactive persons are 
those who look for opportunities to influence their 
environment in any way possible. They take initiative 
and do not need to be told what to do, or when to do 
it. They find creative ways to solve any problem and 
seek out any information or help they need instead of 
waiting around for someone to lead them to the next 
step. Proactive individuals are distinguished by the 
fact that they persist to carry out change and execute 
the goal(s) they set out to accomplish. These 
characteristics allow proactive individuals to be 
entrepreneurs and to perform highly in jobs.  
 
Passive Personality 
Passive personalities generally have a negative 
connotation because people view their passivity as 
weakness, apathy, and a general lack of ability and 
lack of caring. This is often far from the truth, and 
passive employees are often very knowledgeable and 
dependable. They tend to like more guidance from 
their managers and detailed directions, compared to 
proactive employees who like freedom and open-
ended problems.  
 
Tolerance of Ambiguity 
The ambiguity tolerance is how individual 
recognized the ambiguity in the behavior and the 
information openly and unbiased. People with 
adequate tolerance of ambiguity welcome uncertainty 
and change, which gives them an advantage in the 
workplace, especially in the modern workplace where 
there are dynamic and unstructured situations. People 
who have inadequate tolerance to ambiguity consider 
situations as uncomfortable, aggressive and can shut 
down and become completely unproductive when 
unclear assignments or situations arise.  
 
Self-monitoring 
Self-monitoring individuals are able to adjust to 
external factors easily. People with adequate self-
monitoring can be future leaders because they can 
separate between their private and public lives. 
Moreover, they can handle situations that need 
“different faces”. These individuals are usually very 




motivated and have the ability to complete their job 
and the task at hand without needing people to look 
over their shoulders, check on each step that is 
completed, and give them constant feedback. 
Organizational leaders must be familiar or become 
educated on the various types of personalities 
employees may exhibit within the working 
environment. Of the defined personality types, four 
overarching categories (OC) are developed to assist 
leaders in effectively identifying and managing these 
common personalities. Each of the defined common 
personalities exhibit strengths and weaknesses that 
can either benefit or hinder an organization. Table 1 
provides an outline of strengths and weaknesses for 
each of the personality types. 
 
Changes with Age 
Another dimension of personality management is 
that personalities change over time, both on an 
individual basis with each individual’s aging process, 
and through a generational basis based on world 
events and current technologies. Contemporary 
theories on personality, “plaster” theories, suggest 
that personality traits are developed only from 
biological causes such as genes. Traditional 
“contextualist” theories imply that personality is 
almost solely derived from one’s experiences and 
environments throughout one’s lifetime. This opens 
up a whole arena for debates. People who believe in 
the biological effects, would say that personalities 
really do not change from generation to generation, 
and are pretty much completely formed and is not 
change in a person by the time he or she reaches the 
age of 30. Contextualists argue that there are major 
differences in personalities across generations due to 
significant world events, and that people’s personality 
change as they age during adulthood. The approach 
that says personalities are affected by biological 
factors is considered as well as by external 
environmental factors. For the sake of curiosity, 
specific examination is applied to the traditional 
contextualist theory and surveyed the differences 
among personalities across the most recent 
generations, as well as look at recent trends in how 
aging may affect personality. 
 
Generational Differences 
There are stereotypical personalities of each 
generation that are shaped by world-changing events. 
This is important to take into account because there 
are four different generations in the workforce in 
some capacity, and they all have very different unique 
personalities that are the standard for their respective 
generation. This means that management must figure 
out a way to run a company while still tailoring to the 
needs of each different generation. The oldest 
generation still in the work force is known as the 
traditionalists. Traditionalists are those born before 
1946 and are mostly retired, however some still work. 
The Generation X’s are the first group to really 
integrate family into the workplace, where previous 
generations generally kept social and home life at 
home, and work at work. The millennial generation 
and now the digital generation are all of the people 
born after 1990. They are very technology dependent, 
have a very low attention span, and as a group are 
very team-oriented and need the comradeship of their 
friends. They are more loyal to friends and family 
rather than large organizations, even their companies 
of employment.8 
So, how do managers handle all of these different 
groups that have different overall habits and needs? It 
is not easy, especially when these traits are mixed by 
those who are born on the cusp of two different 
generations. For example, old generations feel like 
everyone should work their way up the company from 
the bottom, while newer generations feel a sense of 
entitlement to jump over some of the bottom positions 
if they possess the skills necessary to perform at a 
higher-level right out of college. Older generations 
enjoyed live face to face meetings where everyone 
would be in a room together until all of the issues are 
sorted out. The newer generations may feel that 
walking over to a meeting room, waiting on people, 
and listening to others talk about things that may not 
relate to their job is a huge waste of time. Managers 
have to find creative ways to handle these clashes. For 
example, live meetings are still used today, but it is 
now commonplace for people to walk in late and 
leave early, attending only when they are needed. 
Earlier that was considered as very unprofessional. 
Meetings are often held in informal environments 
now, such as at a movie theatre, comedy club, or over 
a free company provided lunch. There are also virtual 
meetings (e.g., video, teleconference, net meetings), 
and with the invention of e-mail and the internet 
employees can easily communicate without seeing 
each other live and eliminate the 5 or 10 minutes to 
walk to a meeting room. This sort of compromise 
between the formal meeting setting of the past and the 
lax environment of the future appeases all parties.  





Results and Discussion 
There are various techniques on how to recognize 
different personality types based on how employees 
may act in certain social situations. Managers and 
supervisors need to be familiar with and educated 
about the different types of personalities to be able to 
identify the personality traits and determine how to 
appropriately manage them. They can utilize a 
classification of personality types with specific 
references to their work habits and employees’ 
behavior. With this in mind, leaders must embrace 
their human skills, which is one of the three most 
important skills managers need to focus directly on in 
the management of personality types. Human skills 
focus primarily on human behavior, interpersonal 
levels, dialog for communication and cooperation, 
and social aspects. The three most important skills 
managers need in day-to-day operation illustrated in 
Fig. 1. 
As the figure portrays, the human skill is equally 
important regardless of the level of management. It 
further strengthens why organizational leaders must 
Table 1 — Strength and weaknesses for defined common personalities (O C — Overarching Category) 























*Employee exhibits minimum to no risk in daily job task 
execution. 
*Can be the voice of reason prior to investing in new or 
unstable markets. 
*Slower decision-making process 
Weaknesses 
*Can become complacent in job function as the employee 
does not want to risk his or her job. 






























*Will seek out detailed information to make sure the 
job gets done right and fulfils expectations. 
*Well versed in established, structured processes. 
Weaknesses 
*Employee tends to be uncomfortable easily. 
*May shut down or become dead weight when a 










*Employee is willing to take chances whether outcome 
could be positive or negative. 
*Potential for big returns upon successful completion. 
*Makes faster decisions 
Weaknesses 
*Could be a detriment with too many negative outcomes. 


















*Tend to welcome uncertainty 
*Open to change 
*Work well in unstructured environments. 
Weaknesses 



















*These employees can see the entire picture as they often 
sit back and observe all of their surroundings. 
*Knowledgeable about current processes. 
*Generally easy to get along with. 
Weaknesses 
*Apparent lack of communication and involvement. 
*Tend to get overlooked or run over by more assertive 
people. 


















*Works well in structured environments. 
Weaknesses 
*Unable to adapt to situations as they change. 
*Inconsistent in the quality of their work. 








*Employees that are opportunists and take action. 
*Employees that show initiatives. 
*Entrepreneurs and self-motivated. 
*Employees that don’t give up and find creative solutions. 
Weaknesses 
*May overwork themselves or take on more than they can 
handle. 
*May clash with others by being too over-bearing and 











*Employees tailor behavior based on audience. 
*Plays close attention to environment. 
*Very dependable and independent when it comes to 
completing a task and keeping themselves productively
busy. 
Weaknesses 
*Can be considered devious. 
May take too much “artistic license” and too much 




Fig. 1 — Range of skills based on management levels 
 




be able to manage various personalities to avoid 
internal conflict within the company. The human 
skills required by management can be further 
categorized by sub-classifications:  
 
 Personal – ability to self-manage and apply critical 
thinking skills that can be monitored for levels of 
effectiveness based on the employee, work unit, 
and organizational factors. 
 Interpersonal – ability to communicate and resolve 
problems or situations between people that can be 
monitored for levels of effectiveness based on the 
employee, work unit, and organizational factors. 
 Managerial – ability to lead, motivate, and create a 
positive work culture that can be monitored for 
levels of effectiveness based on the employee, 
work unit, and organizational factors.1 
 
Additionally, a leader must be able to identify and 
manage emotions. Even though emotions may have 
no relevance to the task at hand, it can hinder task 
completion if people become emotional whether it is 
from work or personal life. For example, life 
situations such as a death in the family or a divorce 
can have a devastating effect on an employee. This 
can lead to poor performance from the individual. 
Therefore, managers must be able to know and 
understand how to manage emotion. Emotions are 
also significant to personality traits, as different 
personalities exhibit different levels of emotion.  
To manage this, leaders should embody the following: 
 
 Self-Awareness – the ability to recognize an 
emotion prior to becoming overwhelmed. 
 Emotion Management – the ability to control 
reactions to emotional situations and events so that 
their response or appropriate action fits the 
situation. 
 Self-Motivation – The ability to direct emotions to 
reach a desirable goal. 
 Empathy – The ability to recognize emotions in 
employees. 
 Relationship Management – The ability to manage 
the emotions in employees.1  
 
After clearly identifying the personality type, 
managers must be able to effectively communicate 
with their employees. In general, organizational 
leaders must promote and foster open communication. 
Employees, no matter what personality type, should 
be able feel comfortable in confiding with their 
supervisor, especially if the situation is based on 
work. Another key skill-set manager must possess is 
the ability to coach their employees. Some 
personalities maybe troublesome, but managers must 
be persistent and encourage their employees in 
completing tasks and stating their value. Listening 
and influencing is another key factor manager must 
possess to understand their employees. Managers and 
supervisors must understand that people are naturally 
different; therefore, what motivates one person may 
not motivate another. Employees respond to work 
situations differently, and with their actions, the 
employees usually give clues for their needs. As a 
result, one of the critical management skills that 
leadership must contain is the ability to understand 
people. Managers must be able to interpret employee 
needs in order to determine the management style to 
implement. To further assist managers in identifying 
the personality types, supervisors can utilize the 
personality traits defined as the Big Five to determine 
the personality categorization. The Big Five does pose 
a limitation as it contains a limited ability to predict 
the behavior of people in particular conditions. Even 
so, these traits can assist in determining personality 
types to allow managers a means of identifying them. 
Once identified, managers can employ the appropriate 
management style in order to receive the effective 
work from his or her employees.9 
To assist with the identification of risk-taking 
propensity, organizational leaders can utilize 
neuroticism, extraversion and openness from the Big 
Five personality traits. Risk takers tend to be fast-
paced and made swift decisions without regard to the 
consequences. Risk takers may easily become 
impatient as other team members may not be on their 
same tempo; therefore, high traits of neuroticism, 
extraversion, and openness are present within the 
individual. For the opposite end of the spectrum, risk 
averse employees are usually supportive and waver on 
their decisions to avoid risks. Risk averse individuals 
tend to ask a wide variety of questions and do more 
listening than talking. Opinions are usually held rather 
than expressed and make tentative statements only as 
necessary. They exhibit high traits of agreeableness 
and conscientiousness throughout their daily tasking.9  
In determining individuals with proactive or 
passive personalities, managers can use several traits 
identified in the Big Five. Employees with proactive 
personalities tend to be effective workers because 
they focus on the positive aspects of the situation. 
They tend to be goal oriented and think in terms of the 
future. Proactive employees are highly conscientious, 




extraverted, and open to new ideas. Employees with 
passive personalities can be considered an asset or a 
liability. They are often very knowledgeable, but at 
the same time are rather reluctant to share their 
knowledge. They are usually easy to get along with 
but can put people off with their lack of 
communication and involvement at times.  
To identify employees that exhibit self-monitoring 
personality, high levels of openness, agreeableness, 
and conscientiousness are the traits that can assist 
with initial identification. Employees with high  
self-monitoring are considered “open people” and 
commonly are described as relaxed, responsive, 
informal, and personable. They are usually flexible 
about time and open to change. People with low self-
monitoring are considered self-contained people. 
These individuals are formal, more guarded, and do 
not adapt well to change. Low self-monitoring 
individuals are hard to identify with personality  




Naturally, people are different, and with 
differences in personality types this may lead to 
trouble working together. Organizational leaders must 
become aware of the various personality traits their 
employees exhibit, as well as their own personality, as 
well as the fact that personalities change as people age 
and over the course of generations. They need to look 
for cues as to when these changes may occur, such as 
when an employee is transferred within a company, 
has a child, goes back to college, etc. Once they 
identify the personalities that they are responsible for, 
they need to think of creative ways to allow for  
those personalities to work together cohesively in  
order to facilitate a productive working environment. 
Communication is a key part of this process and 
crucial to effective management.10,11 Managers need 
to listen to their employees concerns as well as use 
their own intuition to keep ever everyone at a 
productive level and to unlock the full set of skills and 
expertise that all of the employees they are in charge 
of bring to the company. 
There are several findings and results presented  
in this paper that encompasses different types of 
management styles for the common personality  
types defined. These results can assist managers  
in the assessment of individuals’ personalities  
and then provide a means of determining an effective 
management style. Additionally, strengths and 
weaknesses for the common personality types are 
defined based on how they may impact the 
organization. These practical strategies are presented 
for managing workers personality styles to attain the 
most of their workers to maximize worker-job fit  
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